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Background:  The IFPRI study, finalised in October 2003, reported a range of factors contributing to leakages of food aid, primarily cereals, in the delivery and distribution chain. The study included a detailed breakdown of leakages from point of entry to final distribution, thus enabling the Country Office to prioritise those of greatest concern.  Leakages specifically related to the WFP assisted VGD programme averaged 13.57 percent, and are summarised below:

1. Port losses - 1.55%
The study indicates the average shortfall associated with discharge at ports of entry to be 1.55% of the quantity quoted in the Bill of Lading (B/L). Of this figure, some 1.5% is ascribed to loss due to pilferage, and the balance, 0.05%, due to normal handling and spillage.  These losses do not directly affect WFP as the GoB has agreed to recognise B/L tonnage in determining quantities of food delivered by WFP at the port.  Nevertheless, with technical support from WFP, the GoB will continue to take measures towards a more efficient port operation and reducing associated losses.

2. Public Food Distribution System – Local Storage Depot (PFDS/LSD) losses – 1.02%

Through the successful implementation of extensive efforts of both WFP and the GOB, losses in the PFDS have substantially declined since the mid-1990s.  Earlier, transit losses accounted for as much as 3.5% of total food losses.  This has declined to 0.30 % between 1998 and 2002. Similarly, storage losses have declined from 1.5 to 0.72% during the same period.  Although the results clearly reveal an improvement of the PFDS in terms of reducing losses and in the general management of stocks, there are still areas where enhanced operational efficiency could benefit further.  Again, these losses do not directly affect WFP food aid, as full credit is given to WFP for the B/L amount delivered in the port for all food commodities lifted from Local Storage Depots (LSDs).

3. LSD (Local Storage Depot) to Beneficiaries losses – 8.01%
This third segment of the logistics chain accounts for the largest portion of leakages associated with wheat.  A further breakdown of the elements that contribute to these losses attributes 7.53% to short-distribution and 0.48% to under-coverage (i.e. when the actual number of beneficiaries is less than the officially determined number for whom food was allocated).  The IFPRI study concludes that on average, leakage that contributes to short rations is 7.53% or 2.5 kg per beneficiary per month.  The 7.53% distribution shortage losses can further be disaggregated as follows:

a. Project Committees assigned to uplift, deliver and distribute cereals from LSDs receive on average 3.5% less wheat than that allocated owing to short weight of bags (1.1%), weighing discrepancies, and other factors.
b. Although there is a provision for the GoB to pay these food distribution operators for transport and handling costs from LSDs to distribution sites, due to inadequacy of costs and lengthy delays (or non-receipt) of payments, they are compelled to sell part of the allocation to cover such costs and this leads to a further leakage of 0.3 to 1.5%. 

c. In some cases, there is a practice of ad hoc distribution to the needy at distribution centres, which, along with pilferages, contributes on average to 2.5 - 3.73% of the distribution shortfall. 

4. Ration sharing with non-cardholders - 5.56%

To address the otherwise irreconcilable gap between the current size of the Vulnerable Group Development (VGD) programme and the much larger number of eligible, i.e. equally poor and destitute, candidates in Bangladesh, local officials in charge of distributions feel compelled to share the entitlements of VGD cardholders with others within the community who are equally poor.   It is indeed difficult to term this phenomenon as “leakage”, but it is nonetheless clear that the practice of ration-sharing reduces the average receipt per VGD cardholder beneficiary by 1.7 kg of wheat per month per beneficiary, or 5.56% of their full entitlement.

Actions Currently Being Undertaken:

In addition to an in depth analysis of findings on leakages, the final report also included a number of recommendations aimed at reducing or eliminating leakages. In some cases, WFP together with GoB and donors had already begun taking steps towards reducing leakages. 

On 3 December 2003, in a subsequent meeting of the relevant Steering Committee, comprised of the Government of Bangladesh (GOB), Donors, and WFP, all parties voiced unwavering commitment to fully implementing the study’s recommendations. Since then, a number of specific measures have been undertaken, the most significant of which are highlighted below.

1) Establishment of Technical Committee and Task Forces:

a) In order to ensure a focussed and well-organized approach to the implementation of recommendations, a Technical Committee composed of key seven line-ministries and WFP was established. The Technical Committee’s first step was to establish its work plan and initiate timely measures. The committee also provides regular technical guidance and closely monitors the implementation of the Action Plan. 

b) Moreover, the two ministries that are primarily responsible for the handling and distribution of food aid, have both formed ‘Task Forces’ that follow up on actions required within their respective ministries, i.e. Ministry of Food and the Ministry of Women and Children Affairs.

c) WFP is spear heading the effort and works closely with all the established partners with an aim to ensure timely and effective implementation of the study’s recommendations.     

2) Measures applied to Distribution Systems: The study recommended the introduction of improved measuring devices and the expansion of pre-packaging of food rations, both of which help to overcome the common problem of under-issuance of rations. 

a) Standardized measuring scoops: The employment of accurate measuring devises at the time of distribution creates greater awareness among beneficiaries of their entitlements and assurance that they are in fact receiving their entitlements. WFP in collaboration with the relevant government partners, set about to assess the feasibility of using calibrated, tamper-proof, metallic buckets for weighing rations at distribution sites. Towards this end, the GOB and WFP have jointly launched a pilot programme in two districts as of December 2003. If the outcome proves worthwhile this system will then be replicated in all distribution sites in the VGD programme, subject to availability of funds.

b) Pre-packaging of rations: Pre-packing virtually eliminates the chances of skimming, spillage and short-rationing, and thus provides greater assurance that each beneficiary receives his full entitlement. WFP aims to produce milled and nutritionally fortified whole wheat flour and pre-package it in sealed bags of 25 kg (net) through the use of Milling and Fortification Units (MFUs) procured and managed by WFP but operated by local partners. Based on the successful results of WFP’s initial milling and fortification project performed on a pilot basis in 2002, WFP has received a sizeable donation from CIDA that will allow WFP to expand the number of MFUs from 4 to 22. Currently, eight new MFUs are being installed, and once functional WFP will be able to cover 20 percent of the requirements of the Vulnerable Group Development programme (VGD) which currently serves almost 400,000 women. An order for the remaining 10 new MFUs has been placed with delivery/installation scheduled for April – May of 2004. This will increase the overall programme coverage of pre-package fortified whole-wheat flour to about 40 percent of the VGD programme.

3) Systems Implementation on Database and Food Tracking

a) Since December 2003, both WFP and the Ministry of Food (MOF/GOB) have taken a number of concrete steps towards establishing a comprehensive data management system for tracking all WFP food aid from the point of arrival to the point of final distribution. It is anticipated that such a system will have a significant impact on further reducing food leakages. The system is being developed to be fully compatible with WFP’s own Commodity Tracking System, COMPAS. WFP has already completed the training of the required staff, and the system is expected to be fully operational by mid -year. 

b) Parallel to the introduction of COMPAS, the Directorate of Food, Ministry of Food, has also undertaken to incorporate FAO’s ‘Food Information System’ as a complementary monitoring and tracking system. WFP is supporting the ministry’s efforts to ensure that there is an accurate, timely and dependable tracking and reporting system in the Public Food Distribution System where significant leakages were identified.

4) Further Enhancement of WFP’s Capacities 

a) During the second half of 2003, a senior level, internationally recruited Logistics Officer was posted in the WFP Country Office in Bangladesh to oversee the development and follow up of recommendations aimed at reducing or eliminating leakages.

b) WFP has recently formalised a long-term partnership agreement with DFID/Bangladesh that will focus on, among others, the enhancement of its monitoring and evaluation capability. Under this programme 26 national and 3 international staff will be recruited to enhance the overall efficiency and monitoring capacity of WFP operations in Bangladesh. This partnership will no doubt contribute to further curb leakages at all levels.
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